esearch is one of the most powerful tools for advancing the science of nursing and improving the quality of patient care and outcomes. Nurses can play an integral role in answering clinically relevant questions and solving clinically relevant problems through the process of conducting original research. Yet nurses are often challenged by the "how to's" and the complexity of designing and conducting a research study. This article describes a program for staff nurses that provides knowledge, skills, and mentoring in the essential elements of designing and conducting a research study to improve nursing practice and the quality of patient care. 
collaboratively with advanced practice nurses (usually clinical nurse specialists or qualified clinical/ administrative leaders) who are referred to as research team leaders in unit-based research teams. Each session of the research-intensive institute is focused on the essential elements of designing and conducting a research study to answer clinically relevant research questions. Working together as a unit-based research team, staff nurses and research team leaders learn to design a research study, test hypotheses, and answer research questions using the scientific process. The Research Institute stimulates 1 The duration of the Research Institute ranges from 12 to 24 months and depends on the complexity of the research project that is chosen. Over the course of the institute, the research team (staff nurse and research team leader) meets twice a month. Each meeting typically lasts 2 hours to address select elements of the research process and to simultaneously learn how to conduct scientific research (eg, choose a suitable research question, develop a research proposal, and obtain needed approvals). A unique feature of this program is that the education and practicum regarding the design and conduct of research are incorporated into the 2-hour meetings of the unit's research team. At several key points during the year, 4-hour meetings are held, in which participants actively work on synthesizing the literature, pulling together the various parts of the research proposal that they have been working on during the 2-hour sessions, and interpreting results from data analyses. 1 The director of research and evidence-based practice, a doctorally prepared researcher, oversees the Research Institute and serves as the research mentor for staff nurses and the research team leaders with whom they are paired. The research team leaders are also mentored by the director in the process of leading a research team and assisting in all phases of designing and conducting a research project. Staff nurses and research team leaders learn to (1) identify practice questions that are suitable for development of a research proposal, (2) work effectively as a unit-based research team, (3) design and present a proposal for a clinical research study, (4) submit a clinical research proposal to an institutional review board, and (5) conduct research that is consistent with the mission and values of their institution, in this case, UCLA. 1 All studies within the Research Institute undergo approval by the UCLA institutional review board.
The research team assesses the results of the study and develops a plan of action to bring about changes in practice that are based on their findings. Research findings are disseminated internally to divisional and departmental committees and councils and externally at professional meetings and through publications. Table 1 provides a partial list of selected current studies within the Research Institute that have manuscripts in preparation or under review by peer-reviewed journals.
Selection of Nurses
Each year, 1 to 5 unit-based research teams are selected in a competitive application process. To be selected for the research team, staff nurses must meet the following criteria:
Title of Study
• at least 1 year of nursing experience, • at least 1 year of tenure in the current clinical area/unit, • employed at least half-time, • interested in learning about designing and conducting research studies, • willing to work in partnership with the research team leader and the unit manager, • able to meet criteria from annual performance evaluation, • willing to commit to completing the research project and to the success of the research team, and • willing to attend twice-monthly meetings of the research team consistently.
To be selected for the research team, the research team leader must meet the following criteria:
• minimum of 2 years of experience in advanced practice nursing, • at least 2 years of tenure in the current clinical area/unit, • interested in learning how to design and conduct a research study, • willing to work as a partner with staff nurses and the unit manager, • able to meet or exceed requirements for clinical performance, and • recognized as a clinical resource by staff nurses in the unit.
The research team leader also possesses skills to run a meeting effectively and to move the research team and the project along to completion. The research team leader is able to facilitate the group process, particularly for decision making and reaching consensus among group members. In addition, the research team leader is well organized, able to develop a detailed agenda, and skilled at starting and ending a meeting on time. Funding for the Research Institute is provided by the mandatory continuing education cost center. Funds cover the estimated expenses for each staff nurse to receive release time for the twice-monthly 2-hour meetings to choose an appropriate research question, develop the research proposal, obtain appropriate approvals, and conduct the study. Time for participating in the Research Institute team meetings is coded as class time and is separate from operational budget expenses. Additional work for the research project can be requested in 4-hour blocks of time, not to exceed 12 hours per month, at regular, not overtime, pay.
Leadership Support
The director coordinates the Research Institute and works with staff and their respective research team leaders to assist in all phases of their research project, from brainstorming the research question to assisting with implementation of practice changes based on research findings. Concepts and processes used in the Research Institute were adapted from a program developed by Chulay.
2 Her program uses research teams and focus groups to engage clinicians in the conduct of research; the program has been adapted several times to meet organizational and departmental needs at Ronald Reagan UCLA Medical Center.
Team members learn to use research methods to discover new knowledge that ultimately improves patient care. The Department of Nursing Research and Education provides educational materials, poster supplies, and secretarial assistance.
The research team leader provides additional support for the team by working with members of the unit-based team who are in similar specialties. Research team leaders provide expert clinical advice and help team members comply with appropriate communication channels in conducting a research study. [3] [4] [5] The communication channels may include committees, members of multidisciplinary teams, and key stakeholders. The director functions as a consultant to the research team, assisting with the review of the literature, development of the research proposal, processes related to meeting the requirements of the institutional review board, and all phases of the project. [3] [4] [5] Unit nurse managers provide 2 types of support to the research team to ensure its success. The first type of support is financial. The unit manager provides the team members with release time from direct patient care to attend monthly meetings. This salary support provides work time for the nurses to attend educational sessions held within meeting times and to complete the activities required by the Research Institute program. 3, [5] [6] [7] [8] Second, unit managers provide support by creating an environment that encourages learning and innovation. The manager validates the worth of the unit-based research team's activities, provides the team members with opportunities to share activities with other staff colleagues, and facilitates time to work on the research project on the basis of agreedupon goals.
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Unique Model
The Research Institute differs from other published research and evidence-based practice programs that provide experiential research-related learning opportunities to staff nurses in 3 areas.
First, our Research Institute is unit-based. Most of the established research programs [9] [10] [11] [12] [13] and evidence-based practice internship and fellowship programs 3,14-17 recruit individual nurses. Our Research Institute recruits research teams consisting of a minimum of 4 to 5 staff nurses from the same unit. This creates a distinct advantage in that knowledge and skills surrounding research are enhanced in all members of the team, rather than only for an individual nurse. In addition, the unit staff and patient population are more likely to benefit from research results in a timely manner.
Second, the collective nature of a team facilitates shared learning and conduct of a research study. Such collaboration energizes team members, creates synergy, and results in faster data collection. Accomplishing a research project can be grueling work for an individual nurse, and maintaining momentum through to completion is challenging; this is especially true when barriers and challenges occur. Overcoming difficulties as a team strengthens the team as a group and the members as individuals. Joint problem solving resulting in successful navigation of obstacles enhances teamwork. Confidence and perseverance are gained as each individual commits to completing his or her part of the research project.
Last, the group process provides greater efficiency and effectiveness. Team members learn the research process through structured team meetings and the lived experience of developing a research proposal and conducting the research study. The education and practicum regarding the design and conduct of research are incorporated into the meetings of the unit's research team. The Research Institute educates nurses to develop the precise clinical research questions and, as a team, to use research methods to discover new knowledge that ultimately improves patient care. Table 2 provides a comparative overview and brief description of select clinical research and evidence-based programs based on the 3 key areas derived from our unique unit-based research model. Overall, the unit-based research team is a more appropriate approach when resources are limited. New unit-based research teams can be launched, while other research teams move toward project completion. Over time, many unit-based research teams can be established that are in line with budget and resource allocation. This topic was chosen after an extensive brainstorming process during several group-based sessions focused on the CTICU patients, frequent nursing interventions, common technologies, common patient care problems and nursing concerns, and potential research questions. The research nurses fostered an environment of open communication, teamwork, and team building with other staff from the CTICU by updating them regularly on the progress and outcomes of team discussions (eg, via e-mails, staff meetings) and welcoming their ideas and suggestions in choosing a research question/ topic and developing the study protocol.
Example of a Research Team in Action
In addition, at various points in the development of the proposal and in the data collection, the research team consulted with representatives from several disciplines, including the following:
• Physicians, who provided insight and expertise in the study design and in the interpretation of relevant study findings.
• Respiratory therapists, who provided practical knowledge about respiratory treatments (eg, nebulizers) for lung transplant recipients and expert opinion on the content of the peak flow meter and SpO 2 /FIO 2 competencies used as a part of the study procedure.
• Transplant coordinators, who assisted in developing and implementing aspects of the study protocol (eg, getting informed consent from patients in the pulmonary clinic before lung transplant) and abstracting clinical data from patients' lung transplant records.
• School of Nursing faculty, who provided expertise in research design, methods, statistical analyses, and interpretation of findings.
• A statistician, who provided statistical support services to the research team in the initial planning stages of the study design, during data analysis, and when the results were reported.
Results of the Research Project
The study was approved by the institutional review board and conducted for 1 year and 6 months. The results of data analyses were reviewed and interpreted for statistical significance and clinical relevance by using a group discussion approach during the prescheduled twice-monthly meetings. Details of the study results are being published in a separate article 18 ; however, a brief summary of the study results is provided here:
• Demographics: Recipients of bilateral lung transplants (BLTs) were significantly younger than recipients of single lung transplants (SLTs).
• Pain: Pain scores were significantly lower in patients treated with HFCWO than in patients treated with CPT at 10 AM and 6 PM for SLT recipients and at 10 AM for BLT recipients. However, survey responses showed no difference between the 2 therapies with respect to pain experienced by patients.
• Preference: BLT recipients preferred HFCWO over CPT and found HFCWO more effective than CPT.
• Dyspnea: Overall, dyspnea scores were higher in patients treated with HFCWO than in patients treated with CPT; this difference was apparent in both SLT and BLT recipients at 10 AM and 6 PM.
• Lung function: In most cases, HFCWO provided the greatest increase in SpO 2 :FIO 2 ratio from pretreatment to posttreatment. The exception was in SLT recipients at 10 AM, where CPT provided the greatest increase in SpO 2 :FIO 2 ratio from pretreatment to posttreatment.
• Overall, peak expiratory flow did not change significantly with either CPT or HFCWO in both SLT and BLT recipients at 10 AM and 6 PM.
Dissemination and Enculturation
Nurses on this CTICU research team reported the results of the study internally within the unit, throughout the nursing department through nursing research grand rounds, and at the annual research and evidence-based practice conference. Team members also presented their findings externally at national conferences and meetings (Table 3) ; thus, they influenced patient care and nursing practice at local, regional, and national levels. Abstracts describing study results were published in conference proceedings and in journals sponsored by the professional organizations listed in Table 3 . Each nurse on the unit-based research team was given the opportunity to participate voluntarily as a presenter at conferences or meetings where submitted abstracts had been accepted. technology to optimize patients' assessment, management, and/or outcomes; (2) effective approaches to symptom management; (3) prevention and management of complications; and (4) efficient use of nursing time as an element of work performance and professional practice. The nurses on the research team have become leaders on their unit by working to improve nursing practice and patient care; they are sharing preliminary findings among clinical colleagues internally, who have also become engaged in the process of participating in research. Moreover, the nurses acquired advanced knowledge about the care of lung transplant recipients. As nurse researchers, they are evaluating other areas of needed research on their unit in an effort to optimize clinical outcomes, and they are proposing possible research questions. The research nurses observed a heightened awareness among their colleagues (eg, nurses, physicians) about the value of postoperative CPT and HFCWO treatments in lung transplant recipients and other cardiothoracic patients.
Evaluation by Nurse Participants
An evaluation of nurses participating in the Research Institute demonstrated multiple benefits of the institute. When asked about how well participants would be able to apply the knowledge they learned during the
